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Joint Vision 2010 (JV 2010), the Joint Chiefs of Staff
plan for the twenty-first century, identifies focused
| ogi stics as one of the four pillars for continued mlitary
success (24). The current Marine Corps |ogistics system
Wi th processes devel oped in the 1960s and technol ogy from
the 1970s, is clearly in need of transformation in order to
conply with the focused | ogistics elenment of JV 2010. The
| ntegrated Logistics Concept (ILC), an overarching plan for
| ogi stics reform addresses the chall enge of redesigning
Mari ne ground equi pnent mai nt enance.

The ILC will necessitate a significant cul tural
change, but the changes to the ground naintenance structure
under ILCwll allow us to focus on core conpetencies. It
wWill result in cost savings and a reduced tine to repair
equi pnent, while enabling the Marine Corps to transformits
outdated | ogistics systemin preparation for the chall enges

of the twenty-first century.

What are the changes?

There are two najor initiatives under |LC
e Moving 4'" echel on mai nt enance and secondary

repar abl e managenent to the depot |evel at Marine Corps

Mat erial Command ( MATCOM ,



e Mving 2" and 3" echel ons of nmintenance to the
internedi ate | evel, which will reduce the existing
mai nt enance structure fromfive levels to three.?

The focus of this paper is on the second initiative,

consolidation of 2" and 3¢ echel ons of nmai nt enance.

Why change?

The ILC represents a vast overhaul of the way the
Marine Corps currently conducts |ogistics. Frominventory
reducti on and supply chain managenent, to information
systens reduction, several key functions are under review.
One of the key findings of the ILC case study is focus on
core conpetencies. |t states

.the Marine Corps nust transformits |ogistics

structure to all ow commanders to focus on their
core conpetencies, while providing support from
tailored logistics units with the right asset

m x, skill sets and sustaining enablers (4-4).

According to LtGen. MKissock, Deputy Comandant for
Instal |l ati ons and Logi stics, one of these conpetencies
shoul d be response tine.

Rat her than having to wait 57 days for a vehicle
to return fromthe shop, Marines should expect
about the sane turnaround tinme as they experience
at their local car dealer(Erwn 18).

Focused | ogistics, as defined in JV 2010, calls for

“responsive, flexible, and precise support.that fuses



i nformation technol ogy, | ogistics and transportation..”(24).
The ILC will increase maintenance responsiveness by

el i m nating redundant processes and using infornmation
technology to identify and track itens in the maintenance

cycl e.

The i nportance of tinely maintenance to maintaining
and sustai ni ng conbat ready forces cannot be
underestimated. As with any conmerci al business, the
Mari ne Corps nai ntenance system needs to ensure custoner
satisfaction and constant inprovenment in the |evel of

servi ce.

What are the benefits?

Hitt, Hoskission, and Ireland define core conpetencies
as the “resources and capabilities that serve as a source
of conpetitive advantage for a firm. (113). In today’s
commercial world, focusing on core conpetencies is critical
to gai ning and mai ntai ning conpetitive advant age.

.We are seeing nore conpani es focus on their core
capabilities, where they can excel and add
distinctive value, rather than try to devel op
capabilities in all areas of the value chain

( Copaci no 38).

Simlarly, the ILC case study identified one of its

key objectives as “enabl e our operational conmanders to



focus on their mssion, to do what they do best, thereby
freeing scarce resources (people and systens) to
concentrate on core conpetencies” (4-13).

Currently, equi pnent maintenance is perforned in every

el enent of the Marine Air Ground Task Force (MAGTF).
Nearly every conmand at the battalion |evel or higher
possesses a mai nt enance shop of sonme kind. Because of
this, no single commander is responsible for equi pnent
readi ness within the MAGTF.

Clearly, the core conpetency of ground and air
el ements of the MAGIF is conbat, while that of the conbat
service support (CSS) elenent is sustainnment. By noving
all maintenance to the CSS el enent, the core conpetencies
can be realigned, thus, enabling ground commanders to focus
on conbat, and CSS commanders to focus on sustai nment of
t he conbat forces.

Anot her benefit of focusing on core conpetencies is
that technicians will be better trained. Currently, the
unit to which the technician is assigned limts the |evel
and type of maintenance performed. |f assigned to a 2"
echel on shop, Marines will not performthe maintenance
actions performed by their peers at 3% echel on shops. This
creates skill gaps anong technicians, especially early in

their careers, and disparities between groups. This also



| eads to del ays necessitated by escal ating repair problens
to higher |evels.

Clearly, by focusing all maintenance activity under
the CSS elenment, the Corps will be able to better align
core conpetencies wthin the MAGIF, have a single commander
responsi bl e for equi pment readi ness and i nprove the skills
and training of our technicians.

A further benefit is cost savings. Reducing the
nunber of mai ntenance shops wll result in a significant
reducti on of overhead costs. According to the ILC case
study, technical manuals at all of the organizational
mai nt enance shops in the MEF total over 500 cubic feet,
equivalent to five G141's of lift (A-30). Wth
consolidation, the reduction in redundant sets of tools,
techni cal manual s, and test equi prment will provide
substantial savings. For exanple, the cost of tools is
approxi mat el y $660, 000 for an infantry battalion, and $60
mllion for a division (I1LC case study A-30).

Last, ILC changes will reduce repair tinme. By
reduci ng the anount of tinme spent on repetitive
adm ni strative tasks, inspections and reconciliation, a
reduction in time spent on non-val ue added activities wll
be achieved. The current process to repair an itemtakes,

on average, 42 days at 2" echelon, and 15 days at 3'¢



echelon (ILC case study A-27). By elimnating duplicative
processes, the initiating unit can reduce the repair tine

to 27 days?.

What are the impediments?

Probably, the single greatest challenge to the ILC
teamis resistance to change. As with any major change,
there is resistance from nenbers of the organization who
fear change. Additionally, the hierarchical structure of
the Marine Corps does not lend itself to radical change.

One way to overcone this resistance is through
i ncrenental change (Hitt, Ireland, Hoskisson 507). The ILC
teamis using this strategy by testing the concept with the
2" FSSG After analyzing the results, they plan on
i npl enenting a test within the ground conbat el enent,
before eventual ly incorporating the change throughout the
Corps. This strategy of increnental test, adjusting for
results and then inplenmenting, should help establish ILC
credibility and overcone resistance.

As indicated by, Htt, Ireland and Hoski sson,
ef fective conmunication, and active support fromtop
managenment are essential to inplenenting successful change
(507). LtGen. MKissock has briefed and received “buy in”

fromthe general officer ranks. Additionally, There is an



| LC web site that publishes new updates to the program
every week.

Anot her factor for reducing resistance to change is
participation of all parties involved (Robbins 548). The
| LC team has had participation fromall |evels of the
mai nt enance system Fromthe initial devel opnment of
requi renents to the on-going process teans, Marines from
all ranks and commands t hroughout the Corps are
participating. Cearly, the ILCteamis doing all it can
to reduce the resistance to change.

Anot her inpedi ment to acceptance will be the
difficulty in turning over a current capability to another
command. Sone have argued, “the GCE commander is best
suited to manage his organi ¢ nmai ntenance capability”

(Syl vester et al. 68). Loss of control is and
under st andabl e fear. However, the potential benefits are
too inmportant to ignore. This resistance can also be
reduced by some degree of pernmanent integration. Units
coul d receive support in garrison fromthe CSSE that woul d
work with them when they are depl oyed. This habitual
relationship, simlar to what is currently used by conbat
support units and the supported infantry battalion, wll

foster trust.



Summary

The greatest risk to the Marine Corps maintenance
systemis to continue the status quo. The current system
is costly and inefficient. The greatest challenge will be
to overcone resistance to change. The ILC team through
col l aboration with the maintenance comunity and with the
support fromthe Corps | eadership, can successfully
overcone this resistance. Transformation of the current
process into a responsive, flexible systemis necessary to
respond to the speed and tenpo of twenty-first century

war f i ghti ng.
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Notes

Figure 1: Current tineline for 2"/ 3" echel on mai nt enance
process

! per MCWP 4-24, there are currently three categories of maintenance: organizational, intermediate and
depot, and within these categories are five echelons of maintenance. 1% and 2" echelon are performed at
the organizational level, 3" and 4™ echelons at the intermediate level and 5™ echelon at the depot level (1-3,
1-5). The new process will reduce the number of echelons to three: organizational (performed by the
operator/crew), intermediate (performed by technicians at the supporting CSSE), and depot (performed at
the Marine Corps Logistics Bases).

% The current maintenance process, depicted in figure 1 above, shows the amount of time wasted on
repetitive actions performed by 2™ and 3 echelon technicians. For an item to be evacuated to 3" echelon
for maintenance, all actions must be taken by the 2" echelon technician before it can be evacuated. As the
figure above shows, inspections and parts ordering are activities that are repetitive. Additionally, repair
actions occur in series. With consolidation, these activities will be removed with results in the savings of
15 days, the time shown in the figure in the 3" echelon bar. This time will be saved because the same
mechanic will accomplish all these actions.
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